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ABSTRACT

Drastic change is taking place in America today..If
drastic change does indeed foster revolution then our challenge is to
help bring about peaceful revolution by making those changes that
give power to the powerless..Both the majority and the minority
groups are presented with the challenge of developing strategies and
techniques for implementing these strategies which will impart the
educational, technical, social and political skills which will enable
the weak to get bread, human dignity, freedom and strength by their
own efforts. The American political system will yield only to
imcremental changes. These can however be consistent--depending upon
the ability of groups and factions to mobilize large numbers of
people. A strategy for productive sociopolitical behavior could
utilize David Easton's model of a political system which emphasizes
environmental influences on political activity..Along with changes in
the sociopolitical arena are concomitant changes in other
institutions such as the school..Educational innovation and
sociopolitical innovation have been riding anunprecedented wave of
concern. The bureaucratic structure of the school system and the
political system is speaking and cracking at the joint. .What is
needed by those of us responsible for providing leadership in the
school is a management strateqgy for producing change..Organizational
development is an emerging management strategy which is action
research oriented..It is a process which can be used to attack any
problem in the schools. .[ Some pages in this document are only
marginally legible. ] (Author/JM)
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Eric Hoffer (1963, p. 7) has said that when a-population uncer;~ing
drastic change is without abundant opportunities for individual ac%ion
and self-advancement,'it develops a hunger for faith, pride and urlty.
The population undergoing drastic change becomes reéeptive to all ranner
of proselytizing, and becomes eager to thréw jtself into collective under-
takings which aim at "showing the world." Hoffer further suggests that
drastic change, under certain conditionms, creates a proclivity for fanati-
cal attitudes, united action, and spectacular manifestations of flcuting
and defiance; it creates an atmosphere of revolution. Perhaps, rather
than revolutions being set in motion ‘to realize drastic changes, it is
drastic change which sets the stage for revolution. Hoffer claims that
the revolutionary mood and temper are generated by the irritations, dif-
ficulties, hungers, and frustrations inherent in the realization of dras-
tic change.

Sir Francis Bacon said, "It is true that what is settled by custom,
though it be not good, yet jt is fit. And those things which have long
gone together are as it were confederate with themselves; whereas new
things though they help by their utility, yet they trouble by their incon-
formity."

For too many years in American society custom had settled many of our

sociopolitical arrangements in ways which, using Bacon's statement, were
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with themselves. Wwith the landmark 1908 Lproar, 6. =

neit," confederaty

sion of the supreme court the possibility of mnew seciopolitical arcanile=
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} ments began to precent many challenges to older arrangements which

immediateiy to tro:ble by their inconformity. The result of the irodn

decision was not irmediate emancipation of the Hegro but isolation ani

7
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exposure of all minority groups. The newly emerging minority greou; imnem=
bers can become irured to the burdens and strains of a more autonc!n.nuc
p
1)
{ existence only when they are offered abundant opportunities for'self-

assertion or seif-realization. The minority individual needs an ernviron-

ment in which achievenent, acquisition, sheer action or the develcirent

of his talents seems within easy reach. It appears that where the changing

status of the minority individual is in process and when self-confidence

and self-esteem seem unattainable, he becomes a highly explosive entity.

in America did not come from an

The awakening of the minority groups

i accession of strength. It was not brought about by a gradual or suéden

increase of material, intellectual, or moral powers, but by a sense of

weakness. Hoffer (1967) also suggests thac if pcwer corrupts, weakness

also corrupts. Power corrupts the few, but weakness corrupts the many.

The resentment of the weak springs from their inadequacy and impotence.

We cannot win the weak by sharing our wealth with them for they then feel

Bancitn o bl it

our generosity as oppression. Our healing gift to the weak must be in

the form of self-help. We must learn to impart to them the educational,

technical, social, and political skills which enable the weak to get

ireszd, human dignity, freedom and strength by their own efforts.

The two areas addressed by this papeﬁ for developing self-help for

ity groups in America are in the sociopolitical and educatioral

the minor




areas. Because one of the authors of this paper i: a MNegro some ~f tie

paper's focus is upon the black minority groups and their problem:.; rtu-
ever, it is believed by both authors that the principles outlined #:piy

to blacks and Chicanos as well as to other minority groups.

Sociopolitical Environment

-

Local governments still, according to Banfield and Wilson (1%.7) cerve
two principle functigns, one of supplying those goods and services wnich can-
not be supplied under private auspices, and the other function--a ;clitiéal
one, is that of managing conflict in matters of public importance. It is
primarily in the latter function that the greatest problems affgcting the
sociopolitical environment occur. Banfield and Wilson reported that issues
arise out of or at least are nourished from, the more lasting decisicn in
the society, known as cleavages. These are issues which divide the community
into "we" and "they" groups.

In some communities, continue Banfield and Wilson (1963) there are few
lines of cleavage and none that run very deep. There are many villaces
and small cities in the United States with an extremely homogeneous popula-
tion; conflict occurs in these of course, but the grouping of forces is
“ad hoc." It is necessary to choose up sides afresh for every conflict,
because there are no lasting principles of division. Historically th
principal division affecting city politics has not been within the city,
but between—the country side and the city. This cleavage goes back to
the very beginnings of our history; since colonial days, Americans hLave
cherished the mytn that the tarmer is morally superior to the city dwel-

ler. The view of the city as the harlot bent on corrupting the simrle,
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wholesome countPy rar .t Leen accepted not only by country men, but, Lo
a surprising extent, Ly <ity dwellers as well. 1n turn, come city dwel-
lers, particularly literals, have in recent years viewel with increasning
dismay the "backwar-i" =n7 "selfish" attitudec of rural pecple.

The long-stan<iry ~ntipathy of "upstate" or "downctate" to the bLip
city is in some czses a reflection of original differences in culture.
Chicago for example, was settled by immigrants from Ohic and New York.
Where as "downstate" Illinois was settled by immigrants from the Lorder
states and the South. When Chicago was hardly more than a village and
contained no "foreigners" to speak of, it was actively disliked by the
rural hinterland. vith this type of orientation, cleavages will always
constitute a factor in politics especially in urban areas.

Technically, about three-fourths of the American population now live
in areas the census bureau defines as "urban." It is easy to argue, as
Senator Abraham Ribicoff has done (in Banfield & Wilson, 1963) that
because "seventy percent of all Americans now live in or close to cities--

the fate of the city and the future of our country are one and the same

{

thing."
Recently a profusion of books and articles with ominous titles (in
Lineberry & Sharkansky, 1971) have decried the state of urban life.

Sickcities, Cities in a Pace with Time, The Death and Life of Great

American Cities, and the Metropolitan Enigma suggest the widely held

view that life in the city is increasingly inhospitable.
Within the cities and metropolitan areas the most important cleavages
reports Banfield and Wilson (1971) are thase between (1) haves and have-

nots, (2) suburbanities and the central city, (3) ethnic and racial groups,
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and (4) political parties. They tend to cut across each other anc, in

general, to become one fundamental cleavage separating two opposisy con-
ceptions of the public interest.

Disparity in kinds and distritution of property, James Madi-.: said,
is the most fundamental cause of Larties and factioqs in all. agez <:nd
places. Time and experience have given credibilié} to tnis positivu.

Cities are the ﬂajor producers of wealth in the contemporary “nited

States, primarily because they have the personnel and facilities <rat

process the raw materials of the fields and mines into finished ccrrodi-
/

ties. Almost as important, cities have those specialists in medizire,
law, theater, the arts, fashions, and entertainment whose work is highly
prized in a culture of increasingly SOphiséfcated tasks.

The population growth of urban areas is one sign of their eccromic
prosperity, but this growth is also a source of problems for urbarn
authorities. This i¢ due to the fact that prosperity also attracts many
untrained segments of the population who want better opportu;ities for
themselves and their families.

The cost to the city of providirg some newcomers with service is
substantially greater than the value of these newcomers' skills to the
city's economy. Urban slums, to which mény of these immigrants, and
migrants flock, represent a combination of the attractions of the city
for poor people and the inability of many immigrants and migrants to
succeed in the urban environment. '"Here, again," to quote LineLerry and

Sharkansky (1971) "is an irony of the urban economy: an abundance of

wealth that begets, poverty, even while it'reproduces itself, and local
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authorities whe do not hLave adequate access to the recrurees to satinty
the intense demardc mare upon them."

What is a vialle strategy to maximize the social, ecunomic, educa-
tional and political opportunity of that segment of our zociety thaat
Michael Harrington (1%£2) refers to as "the Other Americarn" or what
Jacob Riis (1957) calls "the Other Half." That segnent that may be
identified indivicdually or ethnically as Blacks, Puerto Pican, Indians,
Chicanos--depending uton the allocation of space and time sequence.

Blacks have had some experiences of observing the mcvements toward
liberation and separation. They have also observed the backlash from
these movements. A brief look at these experiences may shed some light
on this problem facing allzminority groups. The late Whitney M. Young,
Jr. (1970) reported that:

Separatism as a strategy for equality has never worked

and it never will. The South is dotted with all-black towns.

They have all the trapping of power--~black mayors, black

police, black schools. But they do not have side walks,

money, or jobs. Political separatism--as in all black towns

has failed. Economic separatism doesn't have a much better

chance of succeeding. Young advocated an integrated society,

not because associating with whites is of itself a good thing

but because it is only through participation in the mainstream

that full equality can be achieved.

Roy Wilkins (1970) of the NAACP stated, that the separatists forget
that their siren call has repeatedly failed. He stated that the credit

for the election of blacks as Kenneth Gibson to mayorship of Newark,

Howard Lee of Chapel Hill, N. C., Mayor Hatcher of Gary, Indiana, Charles

Evers as Mayor of Fayette, Mississippi and Carl Stokes as Mayor of

Cleveland, came about--{ot as a result of confrontation, liberation, or

separation--but as a rd»ult of voter regisiration, close study of the

strategies of politics, adapting to the realities in an urban situation.
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The nominations to tie Supreme Court éf Clement F. laynesworth, Jr.
of G. .llarrold Carcwell and in 1930 of the late John J. Parker, were all
defeated through organizations backed up Qlth a voting gublic, threuph
a familiarity with the werkings of the federal govermmernt and through
meficulous~and painstakirg day-to-day lobbying with seratcrs and voters
back home. A coalition process-sanctioned and lepitfimatized withiq the
system (Wilkins, 197C).

The American political system will not bend or yielc to an,abrupt

revolution, only through incremental changes will the polifical system

yield. These incrementai changes can however be consistent-depending ' %
upon the ability of groups and factions to mobilize larze numbers of

people. A strategy for productive sociopolitical behavior, could utilize

David Easton's (iﬂ Lineterry & Sharkansky, 1971) model of a political

system which emphasizes environmental influences on political activity.

His premise suggests’that it is possibie to separate things political

from their enviroqment. .

Things making up this environment are factors, such as: economic,
social, religious, ethnic attitudes and behavior. They also include the
decision, policies, rules, and expenditures of states and the 'sderal
government. In addition to the environment the basic analytic elements
of an urban political system include the inputs, or demands and resources

from the environment; the actors and agencies in the conversion process

who respond to inputs; the outputs, or policies formulated by decision

makers in the conversion process: the impact of policies on the environ-

ment; and the feedback of subsequent inputs to decision makers in response

to policy impact.
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In order to gain access to political power, a grioup may apply all of
the political rescurces available, to all elements o% an urban political
system. If we use Easton's model of an urban ooliti:cal svstem, the

elements include (1) the inputs, (2) conversion process,(3) outputs and

(4) impact.
Robert A. Dahl (in Lineberry & Sharkansky, 1971) describes political

resources in the following manner:

. « . might include an individual's own time; access to money,
credii, or wealth; control over jobs; control over information
esteem or social standing; the possession of charisma, popularity,
legitimacy, or legality--the rights pertaining to public office--
solidarity--the right to vote, intelligence education and perhaps

even one's energy level.

All groups have political resources. To some degree every political
pesource can be substituted for others. Lineberry (1971, p. 13) reports
that comunities short on economic resources can attempt to pirate indus-

try from other comunities or can rely upon federal grants. Money can

v g,
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purchase intormutivn, time und pwiitical orpunization for indivicial. .
groups. bkven proups without money are not completely withocut retcurae:;,
The rich have moncy, tut the poor lave both the franchize amd ntres; il in
numbers. (rouw.:; Shat have low x';xzanéial resources, continues Linec.erry
and Sharkansky, (1971) often resort to such other resource:z as rrctect:,
charisma, cthnic st;lidarity, and uanigulation of ﬁbiitical cymtclis. ot -
aIl are equally endowed with political symbols. Not all are equally ‘
endowed with politic.;l resources, but each has cstock in .;ome kitel o¢
resource. The trick is often to generate the motivation needed to apply
available resources. The importance of resources lies less in their poten-
tial avaihl;nity than in the actual extent of their application an? in
the skills with which they are applied.

Many blacks have gainqd access to po.itical powwr through mass voter
Ngigtution and follow-up activities to insure that the voiers vcte.
Such a power base provides bargaining power that can be traded to naximize
economic, political, social and educational opportunities. °

Anthony Downs (1971) strategy for combating racism could well con-
stitute in part, a strategy for productive sociopolitical behavior. The
nine basic strategies of Downs may be summarized as follows.

1. Make all Americans-especially whites-far more conscious of
the widespread existence of racism in all its forms, and the immense
costs it imposes on the entire natfon. Most whites are comgletely
unawsre of the many kinds of institutional subordination they them-
selves support. A crucial task facing those who wish to combat
racirn is convarting this "blindness" into acute consciousness of

the many unrecognized ways in which white attitudes, behavior, and
institutional structures continue to subordinate minority groups.

2. Build up the capabilities of minority group members, and
greatly strengthen their opportunities and power to exercise those
capabilities, especially regarding public and private activities
that directly affect them. This strategy embodies one of the ulti-
mate odbjectives of all the others: enabling presently subo:dinated
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groups both to achieve and to cxercisne their maxicum potential.
The capabilities and opportunities connerned therefere incluwie
all types: economic, political, social, accthetis, avd culturai.
It is especially crucial to provide Negroes and other minority
group members with direct experience und power in Zecigning, run-
ning, and evaluating Loth public amd private programc anrd activi-
ties in their own neizhlorhoods. Thic will not only enlance the
capabilities of many dcprivod minority group mhrs. Lut also
permit many others whe already have cuch capabilitic. to demorn-
strate their skills and competence both to thnsolvv and to the
Nation as a whole. -

Four key observations sre relevant to this strategy:

a. An essehtial ingredient is expressing strong polivical
support for key national policies concerning housing, education,
civil rights, employment, welfare programs, tax reforms, and other
measures with antiracist effects. ,

b. In primarily Megro areas, this strategy is closely rela-
ted to the concepts of "Black Power" and "Black Nationalism,” but
is need not invoive support of geographic separatism.

c. One important device for developing Negro and other
minority group business capahilities is the “"third-part contract”
for providing both public and private services. For instance,
if expanded govermment services concerning neighborhood mainten-
ance were to be carried out, the local government could contract
that function in mainly Negro areas-to a Negro-owned and operated.
firm orgui.iced for that pucri se, rather than enlarging the govern-
ment itself. An example is PRIDE, Inc., in Washington, D. C.
Similarly, whited-owned firms procuring or providing services in
mzinly Negro areas should make every effort to use Kegro-owmed and
operated firms, or Negro franchise operators, as intermediaries
between them and their final customers. In some cases, it will
take major efforts by the white :irms concernad to help minority
group members organize new firms and manage them successfully.
These efforts are a key input whiich whitus can contribute to the

" success of this basic strategy.

d. One of the objectives of this basic strategy is to equip
Negroes and other minority group leaders with much greater bar-
gaining power in dedling with whites.

3. Develop legislative and other programs which sinultan-
eously provide benefits for significant parts of the white majority
and for deprived or other members of nonwhite minority groups, so
it will de in the immediate self-interest of the fomr to support

programs "hﬂfh aid the latter.

4. Insure that minority groups mesbers are in a position to
contribute to the design, execution, snd evaluation of all major
social pclicies and programs. This will improve ths quality of
such policies and progrems by introducing a certain sensitivity to
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humat, values which ic too often lacking in the overly techn.logy-
oriented Lebavior of the white majority.

rof rams-

5. Influence local, state, and national policiec and
istir~ welch

both public ard private-so they have certain character
will reduce their poscible racist effects.

a.. Avcidance of any action or arrangement that unnceessarily 1
produces, custairs, or emphasizec derogatory or stigmatizing foemg
of differentiation.

b. Emphacic upon participation Ly, and within, the pr‘/.te
sector rather than direct dependency-upon government at any level,

c. Use of a metropolitan area-wide geographic focus wherever
possible.

]
6. Create recognition among all Americans that overct: i z <he
burdens of racism will cost a great deal of money, time, ef.crt,
and institutional change; but that this cost is a worthwhil Invest-
ment in the future which both 8001ety as a whole and individuz. taz-
payers can bear without undue strain.

.
b

7. Search out and develop alliances of nonwhites and whises
_organized to ottain common practical goals, particularly in com-
bating racism.

8. Create many more positively oriented contracts betweer
whites and Negroes and other minority group members-including zer-
sonal contacts, intergroup contacts, and those occurring thro:z:
mass media.

9. Open ué many more opportunities for minority group re-zers
in now predominantly white organizations (such as businmesses), areas
(such as suburtan neighborhoods), or institutions (such as putlic

schools), and encourage other arrangements where members of ZIZZer-
ent groups work, live, or act together.

Educational Environment

Along with changes in the sociopolitical arena are concomitanz changes
in other institutions such as the school. While focusing upon strazegies for
managing change as relates to minority groups it will be helpful tc examine
change in the general educational scene and some ways that seem to e help-
ful in dealing with such changes.

We live in an era of educational change. Throughout the country tea-

chers are beginning to ask - "Who needs a principal?" The feeling is that
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the principal caus.es more problems than he helips . to solve. e i~ more of
a hindrance than 2 help. Teacher unions are growing like fields of wild
poppies. And spez:iny of poppies, pupils in the schools have changed the
iife of the scroci principal. The principal has to contend with <:ie dru;
scene and the prcliems that accompany it; the counter-culture mo7e: et
and its defiance <f dress and pgrooming customs. mrents want adw.inistra-

tors and teacherc to be accountable but do not want to give adequate I.icls

1
.

for much beyond a tare minimum program.
The problems associated with busing, relevancy of the curricuium.,

accountability, arn? school financing are but barometers of a changirz cociety.
Future shock is the way that Alvin Toffler (1970, p. 11) descriles

it in his book by that name. Toffler states:

Future shock is a time phenomenon, a product of the greater
accelerated rate of change in society. It arises from the suger-
imposition of a new culture on an old one. It is culture shocr.
in one's own society. But its impact is far worse. For most
Peace Corps men,'in fact most travelers have the comforting krcw-
ledge that the culture they left behind will be there to return
to. The victin of future shock does not. .

Future shock is the dizzying disorientation brought on by

the premature arrival of the future. It may well be the most

important disease of tommorrow.

Future shock is the untimely arrival of the future, untimely ir the
sense that no one seemingly, is prepared to manage the onslaught of
change. We expect and predict that minorities will seek and find re:ie’
from oppression, youngsters will chcllenge the wisdom of elders, turezu-
cracy will be attacked, but where is the strategy to deal with change.

Toffler (1970, p. 3u42) claims that what passes for education tocay,

even in our best schools and colleges, is a "hopeless anachronism." e

views mass education as an ingenious machine constructed by industraiism

Lok L




to produce the Firis of adults it needed. Irductralism presented fic

educational instit:ticn with the problem of pre-adapting childreu for
the world of inductralism--a world of competitive toil, smoke, noiwe,
machines, crowde? Livir; conditions, collective discipline, and a w.r.”
in which time wac tc e conserved and regulated Ly the éactory whizt.e
and the clock. Tcf<ier (1970, p. 3uu) states: = '

The soluticn was an educational system that in its very
structure, stimulated this new world. Tris system did not
emerge instaztly. Even today it retains throw back elements
from pre-industrial society. Yet the whole idea of assembl-
ing masses of students (raw material) to be processed by
teachers (workers) in a centrally located school (factory)
was a stroke of industrial genius. The whole administrative
hierachy of education, as it grew up, followed the model of
industrial bureaucracy. The very organization of knowledge
into permanent disciplines was grounded on industrial assump-
tions. Chiléren marched from place to place and sat in assign-
ed stations. Pells rang to announce changes of time.

i

The inner life of the school thus became an anticipatory
mirror, a perfect introduction to industrial society. The most
criticized features of education today--the regimentation, lack
of individualization, grading and marking, the authoritarian
role of the teadher--are precisely those that make mass public
education so e“fective for its place and time. .

For many of us the need for a new super-industrial educa-

tion is evident, but only possible if we once more shift our

time bias forward. The failure to do this, is to reinforce

the observation of Charles Silberman, that prompted him to ask,

"Are schools Sepriving children of an education?"

Our school bureaucratic structure and its goal of adapting childrern
to an anachronistic industrial world and people to an anachronistic
sociopolitical environment will force us to develop strategies for charnge.
Bennis (1966, p. ¢) claims that the bureaucracy thrives in a highly,
undifferentiated and stable enviromment, such as the climate of its ycuts,

the Industrial Revoiution. Bennis further reports that a pyramidal struc-

ture of authority with power concentrated in the hands of a few who have
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the knowledge and re:.curces to control an entire enterprize was, and i,

an eminently suitalle nccial arrangement for routinized tacks and periods
without change. But Le zoes on to say that the environment has changerd
and that one factor accelerating change is the growth ¢f science, re~earch

and development activities, and intellectual technolcgy. His argument to

L]
-

summarize quickly is that:
It is the requirerent oé adaptability t6 the envircnment which
leads to the predicted demise of bureaucracy and the collapse

of management as we khow it now Zﬁémi’is, 1966, p. 107. .

‘Toffler (1970, p. 124) believes that each age produces a fofm of
Orgéniz;tion appropriate to its own tempo. Thus, during the long period
of agriculture civilization, societies were marked by their slow rate of
change. Because of delays in transportation and communication, informg-
tion moved at a relatively slow pac:. Individuals and organizations were
seldom called upon to make what we would regard as high-speed decisions.
The age of industria%ism brought a quickened temgo of life. During this
period, bureaucratic forms of organizations seemed suited to.making better
decisions than loose organizational, almost patriarchal forms, which pre-
ceeded them. The unanswered question is--what, then will organizations
of the éuture look like and what strategies will be necessary to cope with
the problems with which they will have to deal? Or as James Madison (in
Banfield & Wilson, 1963) would have it, how can conflict be managed?

Would a strategy for change employing the techniques of cdélition,
maximize political, economical, social, and educational opportunities for
Blacks and Chicanos in the Southwest? '

The organizations of the future will ‘increasingly challenge and ulti-

mately subplant bureaucracy. Toffler (1970, p. 109) calls this form of

:
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orééﬁ,iz.xtion; "I\d’-’hoc:t‘&b“/o‘i' A"'C{Jt‘dlnﬂ to Bennis, the yey work {or organ=
izations of the futuré will be "temporary." Adaptive, vapidly chatiging
systeis will be organizedxaréund problem-to-be=solved: Graups will evolve

in respon se to-the problem rather- than prograiined role- ezhectation. The

o= - -
of change 1n practice. . &

People will be differén

w‘
|

Ihe;proce§szpf‘qh§ng9 is-i {fideed: upon us. Schoél likétéﬁﬁéi iﬁgéitg’ﬁ:

tlons in Amerlcan soclety are in the p051t10n -of "ready 6P not. you*shall

‘bé caught." Educational 1nnovat10n and soc1opollt1cal 1nnovat10n ‘have

f ¢ T
beéii piding.a wave of concern the 11ke of whlch we:- hive névep seen before;

Innovations of every sort are being a advocated ; disregardéd, tried out, .

revised, and adopted, While. teachers, administrators, board members, stus
B r

dents, parents; foundations; aceréditing agencies and officials at every

-

level of government are pressing for reform inLtﬁé:$§n6§I§; socidl workérs}f
urbanol;gists, political scientists, and pélitigé} practitioners are grap=r
pling with problems associated with ¢rime, poverty, drug abuse, ghetto
dwellers, minoiity ?éprgsenﬁéfiéﬁ, démise of the central city, annexation;-
housing, racism, deprivation, and injustice. Sprinkled liberally in this

pot<pourri is a cop}dus quantity of Carl Rogers, B: F. Skinner, Jérsild,
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Art Combs, and Abraham Maclow advancing concepts of zelf-autonomy, ﬁéif
aﬁarenesS, and self-actualization.
7 The bhreEUGratié struéture of thé school &ystem &rd the p011f1cal
system is speaking and éracking at the ibiﬁts; What iz reeded by th@&é
of us respon¢ible for providing leadership in the schcol, is a manage=

ment strategy for producing change. - T

Beckhard (1969 P 7) reports that most progress ive m 'aﬂagéré‘téééy:*

€ ‘in ‘whié ;iﬁér asi ngly complex de»i=!

can be made by pééﬁle with & e%

1nformat10n, regard1ESé<6f the1r po§ n in- the- organ;zat;on. Beckhardﬁ

(4969;;@; 79 further feels that. managers are seek;ng RVE to -establis

—Wérk,éliﬁate in- whlch 1ncreas;ngly complex technologies can be managedA_A

-

Organlzatlon developnent is the name that Beckhard and others are attach-

ing to total-systen, planned -change efforts for ‘€oping w1th some of the:
problems and concerns just ment;oped. ﬂ B
Lewin—(lése, pp. 197-211) laid the ground gopk for an evoléiﬂg mana=
gerial change strategy called organizational development, when he devéigped
the hotion that individual and group change is most effective when norms-
and standards regulating member behavior are chahged. It seéems that wheén
a norm is changed individuals change their behaviQr to cohformrto the ﬂéﬁly
established‘ﬂormsa "A Strategy for Productive Sociopolitical and Educa“

tional Behavior" could well be defined as a strategy for establishing new

norms. : ) . -
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§ An example of thin would Le how people of different races bhehaved
g when ¢ epavate scheols was the norm, in contriast to how ;hé came people .
% % responded under new norfic which accompanied integration. The same could ;
% be said for public escérmodation: A more recent example of this oéi qpig :
1 evident in the Democratic Party Convention in Miami and the local prim= §
» aries prior to the cosention. Thus, the 1n;fial'f55cgs.in organizational §
| dé‘félopméntror’ 'isti"?-?@éi(—fah Productive Sociopolitical ard Educejaxtiona,l
. Behav;or" is’ nornatlve cnange.v To:;ut it succlntly--zf a ;roupcof peop1e>
F E;giéf;iké,tézmaxi‘i the f opportunltles soclally, econcﬂlcally, educa-¢,
ti fighjiiyAE d: polit iréiij--one way to brlng thlsiabout viould ‘be to change.’
; the existing norms: That ,nGM»:—thé_f is preventing them from ,ré'éeivihgifﬁe: -
% full benef1ts of a ‘*ee -and- open society. iNée@iéS;—té‘ﬁay'tﬁat:to,cﬁahgéir
i a norm i§;éAc§mpi§X"§tO§éssg Eppﬁbégss,tbat:réqgjrés“g~stréteéy; Refbrmg?
§ ers are constantly trying to charnige the norms. A quick view of réformers’
] approach to change ﬁéyth—obserVed thpbugh_fhevféiiowing illustration--
g the plea fogia guaranteed income of X dollars annually--legalization of
; narljuana—-alcohqiiiguas a mental illness and you completé the list. It
» is our Personéi observation that the’eXtent to which change is brought
about is dependent upon an accurate assessment of the interacting vari-
g ables characteristic of-brgéhiZéfidn dé§élbpmépt.
Bennis (1969, £. 2) in his book Organization: Its Nature, Origins,
: - , . - -
and Prospects defines organization development as a response to-change, a )
complex educatiornal strategy intended to éﬂange the beéliefs, attitudes; ‘
values,—and structure of organizations so that-they are better adapt to :
i new technologiés, markets, and challenges, and to the diézying rate of ij
; change étsglf. g
: \)E ( ;:%
ERIC E
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An opportunity wa< afforded to apply techniques of orpanizition
development to a newiy cesepregated school in a small southerh town which

was the seat of state's oldest aﬁd leading University. éonfbonted with
all of the problems aszecciated w1th school desegregation of a schosl with-
a black-white rationvof 50/50, the prznczpal was able tc develop succecc=
ful educational programt by altering: what had bLeeéir the formal or tradi- :
tional approach t0~eduoéti6halipF6§fahsvaﬁd'piaﬁhihg. 3
Parents were in¢ited into the school and took an actzve papt in plan-i

ng and asszstzng With he educ“tlonal actzvitzes. ;A’volunteer parent ts®

- ;,,

offlce was established 'd ’ taineg eht;ig;yfbygﬁgpgptg,,:Largg;pnmhggg;
of parents ﬁerézﬁobjljieaithioﬁghfthiszoffiée. Thé parents became active

resources and allies of the $chool and-were invaluable in terms of sup-

port for the schéolAat.g~vepy;cnu¢£ai-péfica of transition.

Bennis (1969, pp. 10<15) describes. the major-characteristics of
organizational develapménf’as—followéz

1; It is-an educational strategy adopted to bring about a
planned organizational change: 'The strategy almost

always concentrates on changing norms ways of belzeving
and operating.

2. The changes sought are tied directly with a recognized
- problem with which the -organizatiop is dealing. Bennis

groups thése needs into three categor;es on the basis of
his past experiénce in OD.

3. OD relies on an educational strategy which emphasizes
field action based behavior. Experience based methods
are used to:

a. generate data relatzng to. the problem
b. feedback data to relevant groups ’
c. plah action on the basis of data

4, Because the éxternal consultant can manage to affect
the power structure in a way that.most internal change
agents cannot, change agents are for the most part, but
aot exclusively, external to the client system.
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5.

Bennis (1969, p. 17) states the case for organizational develc=Tent

by saying:

The

Ob implinc o collaborative rclurxon'hxp Letween chanpe
apents aw! the client System. Collaboration involves
mutual trust, ,oxnt determination of poals and neans,
and hiph mutual influence...

OD change agents usually share a social philozophy, a
set of vaiuern dlout the world in genéral and huran
organizaticns in particular which shape their ctrate-
gies, determine thezr interventzon s, and largely govern

their res:onses to client system. . .
: 7 .

The seveéntk major characterlstzc is that change arents
usually shareé & <et.of -norhative- goals. 1hose gcals

mOSt -comronly sought aré:
a. bette* dk'an-zatlcnal;1nteroerscnal relatzorsnxgs .

b,

c.

d. *ent o; morereffective team nanagehent

e. develonment of more- open and rat;o'al methods of
f.

Organic systems .aré chai cteriz
(1) relationships between-a
(2) mutual confidence: aiid . t
(3) interdependénce and: ‘shared- résponsibility

(4) multigroup ‘membership and responsibility

(5§) wide sharing of responsibility and control.

(6)- conflict resolution ‘through bargaining or proble=-,

sciving

basic value underlying all organization development theory

and practice is that of choice. Through focused attention ar:
through the collection and feedback of relévant data to rele-

vant
deci
deve
poss
achi

people, more choices become available and hence better
sions are made. That is essentially what organization
lopment is: an educational strategy employzng the widest
ible means of experiences-based on behavior in order to
eve more and better organizational choices in a high turk:

world.

One of the authors of this paper has Jeveloped several instrumernts

while serving as an organizational development change agent to gather

slient




ORISR T m——— e mmerseeR BT U E SR G DS G

o

R e t P

o i ok

pa A ]

. e

7%
' . .

data relevant to the recognized problems particular to the cchool -yi-

tems involved. 1In one School system where the identified problem wis

desegregation, the first step in gathering data was, through interviewz

and group meetings, to discover what concerns,; fears, and probleri. AAL

in the school system felt wére associated with the desegregation prociew..

3

These concerns, fears-and problems were categorized.’and converted ints i
supvey ix‘;:.‘tmjimgnt to discover the intensity of the problems. P&rém‘:,r
Ppupiis; ceptified and non-certifieéd staff responded to the survey a::
data-analyses ‘ﬁé‘téepf@iiijdgdhiuh‘ick»~r¢~iréai§arfpi~oi:‘i§@:faigésv"f'of the syster.
and each individual school by position séx, roce and age. On the basis
of the data analysis training programs were devised and interventicns

implemented: 1In another-school system. the "School Otggp;zatiéﬂal,ggvelr

oprient Questionnaire" which is an instrument adapted from Rensis Likert's

(1967 pp. 197-211) "?pofilendf OfganizitionalfCharactetistlcgv was
administered. The "Séhool Organizational Development Questionnaire" car

be administered to pupils 5th grade through 12th grade and all certified

staff. It measures organizational health in regard to the‘fbllowi;g cate-

gories: confidence and trust in leaders, decision-making, communicaticn,
contro;,‘and organizational satisfaction. The scoring pfocedure ané the
accompéﬁ;ing data feedback permits system and individual school analyses
which pinpoint problems in the above mentioned categories by position, >y
race, by age, and by sex. From the data analyses, intervention programs
are planned and a readministration of the instrument can determine pro-
gress made. A third instrument in the process of development which hes
been used in several school systems in Geopgia is the "School Program

Bonanza Game."




a choice of little g.zarentee that ‘the_ activity will receive a plenned em
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The basic idea fer the format of the "Schéol Program Eonanza Came"
came from a repcrt cn  transportation survey reported in a Lomlun traie
journal called tie Econcmist, May 1970 issie. The nine categories userd

in the game were mzinly derived from the Goal:s fox' Fducation in Georpis

pamphlet. These nine cate¢gories are: 1. The 3 R's, 2. ‘The Social

World, 3. The Physizali werld, 4. The Work Hotld,e'g. ‘Th'e Arts, 6. Hedlth,

fPhysxcal Development ar afety. B ’Hilffﬂg Choices; 8. ?zel?afithhips wiifx

- Other«s, and 9. Dove-o,'nent of Self i Under each categor V4 there -are three

iilii‘s‘fi‘é'ted -choices: ‘The: f;rst choices cost nothing and t jpically involve;;

sis in the school grogram. The second or middle choices cost a medium
amount of mbﬁgy:(meéiiﬁ in that the cost is \igga_l;y*h‘@jlf the cost of the

third choice) and typically involve a choice of medium or’'middle. range '

intensity of guarantee; very often a functional approach to school progran.
The third or last choices cost the most and typically involve a choice of
greatest intehsity’ in each aréa. For example in the first category, "The -
3 R's," the illusti'afe'.:‘. choices are:
a. Learn the 3 2's from need or interest (a cartoon drawing of
a young man £ixing a car while he is reading a "How to" book)
‘0 clips § ¢ |
b. Learn‘enough of the 3 R's to do 0K, to get along in the world
(a cartoon drawing of a young man in the lil.ary reading books
from the "How to Fix It, Get a Job, Build" shelves)
3 clips $ 30C
c. Learn 3 R's well enough to be prepared to get into college
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(i1 cartoun drawing of a young man in a cap and gown reacinz
a letter of acceptance f:u; a college)
6 clips $ 600

The instrictions for the game are ac follows:

- P

Suppose. that your S school has just been given enough money te ieT

each parent; student -and teacher- spend $2,000 for 'School program irproves
' wents. Also, 'supiiosé that thc top row of pictures ~(the first pictuze in .
- -edich.area) is the way your school has been Lefore-you got the iaprcu:.cr.t:;} )
‘mohey: In-this-game:you: ‘have: 20: paper clips ‘and: uch clip is- wortr. .100.:

'l‘he idea is to decide where -you will spend your - 62,0005 (Plv'c your?

i—_

20 paper clips). The middle squares cost 2 or 3 paper clips ($200 cr

"~ $300) and thé’ibotfém:‘SQi;;i‘é;—*bt'—:cb;:ig:és cost 3, 4; S, or 6 paper ciips.

($300, $400, - ssoo or $600). . 7

Since you must put the mct number of paper- ¢lips or-money- callco

for in each square, you do not have enough clips (money) to make impreves-

ments in each area of the school program. Spend. your money to improve
those parts of the proérm you value most. -

If you have any paper clips left cver and do not have enough tc¢ put
the exact number called for in a square, then clip the left-over ones to
your answer sheet.

FOLLOW THESE STEPS
1. TFill out the information part of the answer sheet.
2. Start with the 3 R's--read and look at the pictures in each area from

TOP TO BOTTOM.

3. Spend your $2,000 (20 clips). .

o
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7'7 %, Chanpe your ctoice:. until you are satisfie] that you are getting
what you want.
=§, Mark answers on the answer shect.
The pame’forces nne to make preferences on the baciz of pri?rit ien.

It is simple to acrilnister and to play. Any amcunt of help can be niven

with the éxception that the player has to place the 'paper clips unmazsisted.

“There was not. one instance réported where there was any but minor diffi--
ulty in playing t;@e‘f?@ényﬁ@i@*a . ’
fﬁermas&éaﬁ“-i‘y:i@:iﬁsﬁb&téd i miny different veys, but the
palyses most manageable and usable inmediately are those for the cver-
jl' §y}tem and for the individual school. ~Sﬁi§y*iﬁfomtion,,giving
= ‘requency,; precentages itid::scoées'ringivc_i;,fpn totals and by positions.
Working with the data, decisions can be made to work on high
“priority areas rated poorly; oron ‘aveds vhich show laige discrepancies
7?{&5 far as priorities 'ai'cj— concernied; or on areas which the races or sexes
m in conflict about; or, any other alternative as decided upon by the
'—'7;'pgop10i involved. Although every school has contributed to the overall
‘i;;ystem data, each school can look at its own data and individualize the
~school improvement program. '

i Organizational development is an emerging management strategy which
_ is action research oriented. It is a process which can be used to attack
.any problem in the schools. It is a process that is gaining wide accep-

tance in industrial management and is beginning to be used by school sys-

‘ét{us throughout the country to remedy the problens not only inherent in

r -

our bureaucratic school structures, but aiso in school situation where

" _minority groups are present and powerless. Programs and structures which
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‘take into account the needs of thoze outside the present jower strusures
begm to do more thai: lmuse the minority groups.
SUMMARY

The American political system is extremely complex: The cotplezities
aind precent practices 'pf “th'cisys,t‘emv and ite Institutions such as the cchool

ustrate attempts of giﬂprjtigs to maximize opportunities; Such frustra-

ons and feeling of bowerlessness on the part of mincrity groups has led
‘the explosive nature of the current scene ih too many aspects of Anerican
fe. It is not enough-to ,éug’gést' that minority groups should wors within -

the systen.

Drastic change is. tlking place in America today. —Por-mhy &f us that

point is not debatable. If drastic change does indeod foster revolution

hen our challenge a.s to help ,bring about peaceful revolution by yning
:;I)osc changes that givc ‘power to the powerless. ‘Both -the ‘majority and
thc uinority groups . are -presented with the challenge of developirng stra-
;égics and techniques for implementing these stmtegics uhich will Impart

thc educational, technical, social and political skills which will enable

thc weak to get bread, human dignity, freedom and strength by their own
cffortt It is hoped that this paper represents a beginning direction for
'éév‘éloping strategies to impart these skills.
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